Introduction
People who enter organisational careers discover as their career progresses that their motives, talents and values lead to different kinds of career anchors, the self-concept that drives their careers and that they will not give up. Only certain kinds of anchors are suitable for executive governance roles.
Career anchors and governance
The concept of Career Anchors has especial relevance for the effective governance of organisations because executive governance requires a particular pattern of motivation, values and skills that is not common among managers. The governance dilemma is how to locate, develop and promote those managers who have the career anchors that will make them want to accept and effectively perform governance duties. In this short article I will describe the concept of career anchors based on longitudinal career research and then will show how certain career anchors are necessary for executive governance (Schein, 1978 (Schein, , 1993 (Schein, , 2006 . By executive governance I will mean the role of the Chief Executive Officer, Chairman, President, Managing Director or any other designation that refers to the organisation's CEO. Every organisation will evolve this role even if officially the organisation is governed by a group or committee. The differentiation of the CEO from all others in the organisation is a unique feature that is intrinsic to all organisations in all societies and cultures throughout the world. It is therefore especially relevant to understand the essential characteristics of this role and how the concept of career anchors applies to it.
The chief characteristic of the CEO role is that it is hierarchically at the top and it is lonely. No matter how many confidants, colleagues or friendly board members surround the role, it is intrinsically a role that is felt by almost all CEOs to be unique. When CEOs go to learning seminars, retreats or other educational programmes, their primary concern is always 'who else will be there', and if it involves participants other than CEOs they have less interest in coming. CEOs often feel that they are lone heroes, embattled in a competitive war, isolated by their role from many sources of information, and unique in that they alone bear ultimate responsibility for the fate of their organisation.
Founders and entrepreneurs who create companies and often stay around a long time 'running' them have to be differentiated from CEOs, even though they often play the CEO role. The basic reason for the differentiation is that the CEO is primarily concerned about the survival and growth of the organisation that he or she heads, while the entrepreneur/founder is initially concerned about creating, innovating and building an enterprise based on his or her ideas. The organisation becomes a means for the expression of the founder's ideas, whereas for the CEO role the organisation itself is the goal.
Obviously many founders become CEOs and many CEOs treat their organisations as means to some other ends that they have, but in both cases if they confuse the roles there are often negative consequences. It is especially dangerous as an organisation matures and becomes large to be governed by an entrepreneur who is still working out product ideas in a mature commodified market in which process innovation becomes more important than product innovation. In other words, the governance issue changes as an organisation matures, requiring different kinds of executives with different career anchors at different stages.
This point is important because career research shows that the anchor of general managers who aspire to be CEOs is basically very different from the anchor of entrepreneurs who aspire to found companies based on their ideas.
Career anchors defined
The concept of Career Anchor arose out of longitudinal research. When business school students at MIT's Sloan School were interviewed before graduation, they almost all aspired to be 'captains of industry', 'general managers' and climbers of the 'corporate ladder'. When those same people were re-interviewed 10-12 years later, they had differentiated themselves into many different kinds of jobs, worked in many different kinds of organisations and had very different views of what they wanted out of their careers (Schein, 1987 (Schein, , 1993 (Schein, , 2006 .
All of them had developed a self-concept which consisted of three basic components: 1) their self-perception of what they were good at and not good at, their skill set; 2) their self-perception of what motivated them and what their needs were; and 3) their self-perception of the values they held, which determined the kinds of work and organisation in which they would feel comfortable.
These self-perceptions were in most cases quite different from what they had been during their school years because in the early years of their career they had been provided feedback, had learned what they could and could not do, what they liked and did not like, and what they 'really' wanted out of a job/career. Most of them described this process as one of 'self-discovery' which often included surprises. But as their experiences increased, so did the stability of their self-concept, which led to the metaphor of career 'anchor'.
